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Dear Mr. President:

We are pleased to present to you this report by the IRS Cus-
tomer Service Task Force, the result of the intensive review
we commissioned last May.

For the past five years, this Administration has been commit-
ted not just to a fairer tax code, including cutting taxes for
middle-class families, but also to fairer tax collection. Our
philosophy is simple: the taxpayers don’t work for us, we
work for them.

We know that the vast majority of IRS employees are decent,
hard-working public servants who want to provide quality
service to the American people. We also know that even a
single instance of unfair treatment of taxpayers is unaccept-
able — and we will not tolerate it. But most important, we
know that a system that fails to meet taxpayers’ needs simply
must be changed.

This report — the work of the Treasury Department, the
National Performance Review, and 30 front-line IRS employ-
ees and managers from across the country — reflects tens of
thousands of hours of work. The Task Force reviewed cus-
tomer complaints and reports on the IRS, interviewed
experts and employees, and above all, listened to the con-
cerns of the American taxpayer. The IRS has already begun
to implement some of the report’s recommendations: for
example, in November, 1997, it began holding monthly
Problem Solving Days, and in January, 1998, it extended the
hours of telephone service to six days a week, 16 hours a
day.

The report builds upon our actions in recent years to better
serve the taxpayer. In July, 1996, you signed the Taxpayers’
Bill of Rights 2 to give taxpayers more protection in dealing




with the IRS. The massive job of modernizing IRS computer
systems is moving back on track, although there is a long
road ahead. The IRS has become a leader in the use of the
Internet to deliver information and forms to taxpayers. And
in September, TeleFile, the IRS’s telephone filing service, was
one of just two federal programs recognized by the Ford
Foundation and Harvard University’s Kennedy School for
outstanding innovation in government.

However, much more needs to be done. The Task Force
identified more than 200 actions that can help improve how
the IRS serves taxpayers. These actions are based on the
idea that taxpayers deserve customer service from the IRS
that is comparable to the best of the private sector. Cus-
tomers deserve clearer forms and notices, timely answers to
their questions, accurate resolution of their problems, and
fair and courteous treatment.

We must work together with the Congress to ensure ade-
quate funding of the initiatives necessary to advance these
goals. While some of the actions in this report can be made
within planned budget levels, others will require additional
resources. In addition, these changes can only be made in
partnership with the National Treasury Employees Union,
which represents front-line employees. Bargaining unit
employees served on the Task Force, and their enthusiasm
for the actions gives us confidence that front-line employees
will work with IRS management to create a customer-
friendly IRS.

We must have an IRS that is on taxpayers’ side, providing
the help they need. We know we have a long way to go.
But the good news is that the reform of the IRS has begun.
With this report as a compass to help guide the way and
with our new Commissioner Charles Rossotti’s commitment
to serving taxpayers, we can proceed on that important
journey.
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COMMISSIONER

A Message to the Reader:

| wish to extend my personal thanks to the many fine IRS
employees who participated on this task force and con-
tributed to this excellent report. | also want to thank Vice
President Gore and Secretary Rubin for their leadership in
promoting high-quality service at the IRS. Without their
support, this report would not have been possible.

| believe the recommendations outlined in this report will
help us in creating an IRS that provides services that are
consistently as good as those in the private sector. We
will not be able to achieve this transformation overnight,
but we have already begun to do more to meet our cus-
tomers' needs. For example, on Saturday, November 15,
1997, we held our first national “Problem Solving Day,”
which allowed taxpayers nationwide to come into IRS
offices to get their problems solved. Yet Problem Solving
Day is only the beginning. There is clearly more that we
can and must do.

This report provides a framework for me and the rest of
the organization as we create a new customer service
focus at the IRS. Each chapter title in the report is, in
fact, a customer service goal for the IRS. For example,
Chapter Il.a. says “Simplify Forms, Notices and Corre-
spondence.” | wholeheartedly embrace these goals.
They are the foundation from which we can build an IRS
focused on providing the best service to American tax-
payers. The task force recommendations in this report
provide a road map which will enable us to make this
vision a reality.

(:'_:.E__ el e Ul ) ."'E o Jﬁﬁﬁﬁ

Charles O. Rossotti




REINVENTING SERVICE AT THE IRS

Contents

l. Summary

1. A New Direction For Service

a.  Simplify Forms, Notices And Correspondence
e Use Plain, Clear And Courteous Language
e Eliminate Unnecessary Notices And Contact

With The IRS

Tailor Communication To Customers

Reinvent How Notices Are Managed

Forward The Mail

b.  Provide Better Telephone Service
e Provide Telephone Services 24 Hours A Day, Seven
Days A Week
e Support Service With Modern Technology
e Customize More Services To Meet Taxpayer Needs

C. Provide Better Face-To-Face Service
e Expand Walk-In Services
e Make Forms More Available

d.  Help Small Businesses
e Help Start-Up Businesses
e Communicate More Clearly With Less Paper
e Provide Knowledgeable, Convenient Help
® Promote One-Stop Service
e Help Businesses With Problems

e.  Create A Problem Solving System That Works
e Resolve Customer Problems In One Contact
* Make It Easy For People To Get Problems Solved
e Track And Use Data On Complaints

1"

13
15

16
18
19
20

22

24
25
25

28
30
31

32
33
35
37
39
39

42
44
47
48




Contents

Prepare For A Paperless Future

e Upgrade Technology To Improve Customer Service

e Offer More Electronic Filing Options

e Introduce New Payment Options

e Promote One-Stop Service On A World Class
Web Site On The Internet

A Customer Service Revolution

Treat Taxpayers As Customers

e Lead The Way

e Build A System That Focuses On Customers
e Seek Changes In The Tax Code

e Develop A New Mission Statement

Ensure Fair Treatment For Taxpayers
e Help Taxpayers Get It Right
® Promote Fair, Consistent Treatment

Measure What You Want To Get
e Create A Balanced Scorecard
e Measure Performance On The Right Things

Help Employees Serve Customers
e Give Employees The Tools They Need To
Do Their Jobs
e Reinvent Training For Better Customer Service
e Get The Right People In The Right Jobs
e Foster A Family-Friendly Workplace
e Create An Ideas Advocate
e Get The Customer Service Message Out

Conclusion
Appendix: Listing of Actions

Contacting The IRS

51
53
53
55

55
57

59
63
64
65
66

67
71
73

75
77
79

82

84
86
87
88
89
90

91
Al

A.23

“For the vast majority
of Americans who
want to do the right
thing, the IRS should
do right by them, and
that means treating
them with respect and
trust. And, it means
recognizing that
taxpayers are its

customers.”

Vice President Gore

Summary

~

Far too many Americans feel the Internal Revenue Service
is not doing right by them, or that it doesn’t treat them
with the respect and trust they deserve. Taxpayers can’t
understand complex IRS forms, notices and procedures.
IRS phones and toll-free numbers are often busy. Taxpay-
ers who get through frequently get put on hold or trans-
ferred to a person who cannot answer specific questions.
Taxpayers who do not speak English are unlikely to reach
an employee who speaks their language. And even the

simplest problems can take far too long to resolve.

On May 20, 1997, Vice President Al Gore and Treasury
Secretary Robert Rubin launched a National Performance
Review study to find ways to improve customer service at
the IRS. The IRS Customer Service Task Force consisted of
over 60 front-line IRS employees and managers, Depart-
ment of Treasury officials, and members of the National
Performance Review. The Task Force interviewed hun-
dreds of people: it listened to complaints, read letters
from taxpayers and met with tax preparers. The Task
Force gathered ideas from others in government and the
private sector, including businesses that excel in customer
service and consultants who help those companies

improve customer service.

The Task Force also looked at IRS pilot programs that
have improved customer service and compliance and

collected ideas from front-line employees. For example,




